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The WestEd Mission 

WestEd is a national, nonpartisan 

research, development, and service 

agency that works with education and 

other communities to promote 

excellence, achieve equity, and 

improve learning for children, youth, and 

adults. 
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Every student deserves  
the opportunity to 

develop as an 
 intelligent,  

curious,  
creative, and  

caring human being. 
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Dysfunctional/Teacher-Centered 

Authoritarian/Hostile 
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�Those Students� 
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Low Function/Accidental 
External Locus of Control 

(Adapted from Shindler, 2009; Shindler, Jones, Williams, Taylor, & Cadenas, 2009)  Also, Transformative Classroom Management 
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Style #3 
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Self-Centered/Chaos 
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Style #3 
�The Students� 

 

Style #4 
�Those Students� 

Low Function/Accidental 
External Locus of Control 

Personal Appeals  
And Challenges Grades 

Rewards 

Penalties 

Praise 

SensoryActions 

Programs

(Adapted from Shindler, 2009; Shindler, Jones, Williams, Taylor, &Cadenas, 2009)  Also, Transformative Classroom Management 
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Basics on Culture Shifts 

•  Adult behaviors must change first 
•  Saying that the students and parents have to do all the changing is 

false.  They will come along when the school makes the right shifts. 

•  Some systems might need to change 
•  Even though some you have in place might be REALLY comfortable. 

•  Its not always about working harder, perhaps instead it is about working 
SMARTER 

•  You may need to stop doing some activities that are wasting time and 
effort, before you start cultural change that supports proper 
implementation that is sustainable. 

•  Culture change can be painful and messy, and is not for the meek.   
•  It confronts beliefs, assumptions and comfortable behaviors 

developed over time that many can fight to protect. 
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Enjoyed Daily by 2,500,000,000 
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Beauty and Respect 



Source:  Reuters/Jonathan Bachman   
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Definition of Culture  
The commonly held beliefs of 
teachers, students, and principals. 

 -Heckman, (1993) 
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Definition of Culture  
School cultures are complex webs 
of traditions and rituals that have 
been built up over time as teachers, 
students, parents, and 
administrators work together and 
deal with crises and 
accomplishments. 

-Peterson and Deal, (1999) 
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Definition of Culture  

Historically transmitted patterns of 
meaning that include the norms, 
values, beliefs, ceremonies, rituals, 
traditions, and myths, understood, 
maybe in varying degrees, by 
members of the school 
community.  

-Stolp and Smith, (1994) 
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How we do 
things around 

here. - Bower, (1966) 

 

Definition of Culture 





Frayer-ing Norms 
 Dictionary Definition:  

1. Something that is usual, typical, or 
standard. 

2. A standard or pattern, esp. of social 
behavior, that is typical or expected of a 
group: "the norms of good behavior in the 
civil service" 

 

  In your own words: 

 

Norm (n) 
 What it is: What it isn’t: 

   

 

-What most people actual do, without thinking 
for the most part 
-Can evolve over time, intentionally and 
unintentionally. 
-Can be confronted and changed with staff 
commitment. 
-Can be controlled by whoever tries to control 
them, with a good plan. 
- Something you should never give up on 
controlling for the sake of students. 

-Rules on walls we kinda/sorta of 
follow. 
-Norms we state on agendas or in 
staff meetings we kinda/sorta follow. 
-Statements we are annoyed with 
hearing about all the time. 

How we do things around here. 
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Mission 

Vision 

Goals 

Beliefs 

Values 
(Stated) 

Positive 
Assumptions 

Norms 
Positive 



Schoool Culture 

Mission 

Vision 

Goals 

Beliefs 

Values 
(Stated or 
Unstated) 

Assumptions 
(Positive and 

Negative) 

Norms 
Positive Negative 
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Schoool Culture 

Mission 

Vision 

Goals 

Beliefs 

Unstated 
Values 

Negative 
Assumptions 

Norms 
Negative 



Positive Norm	 Negative Norm	

Treat people with respect.	
	

(Don’t disagree with the principal.)	
(Treat women as inferior.)	
(Treat colleagues poorly.)	
(Laugh at and criticize those who are innovative.)	
(Distrust colleagues.)	

See everyone as a potential source of valuable insights and 
expertise.	

(Reward or recognize others on the basis of politics.)	
(Distrust colleagues.)	

Be willing to take on responsibilities.	 (Look busy and innovative when you’re not.)	
Try to initiate changes to improve performance.	

	
(Don’t make waves.)	
(Laugh at criticize those who are innovative.)	

Encourage those who suggest new ideas.	
	

(Don’t make waves.)	
(Hide new ideas and information from others.)	
(Laugh at criticize those who are innovative.)	
(Reward or recognize others on the basis of politics.)	
(Share information only when it benefits your own unit.)	

Conscious of costs.	
Speak with pride about the school and your unit.	 (Put your school down.)	

Allocate time according to the importance of the tasks.	 (Ignore areas of curriculum, instruction, and learning that 
are problematic; rationalize why they can’t get better.)	

Don’t criticize the school in front of students or 
community.	

(Complain and criticizes your school to the outside.)	
(Complain constantly about everything.)	

Enjoy and be enthusiastic in your work.	 (Hate your work.)	
(Look busy and innovative when you’re not.)	

Be helpful and supportive of the others in the school.	 (Complain constantly about everything.)	
(Share information only when it benefits your own unit.)	

Share information to make the organization better.	 (Reward or recognize others on the basis of politics.)	
(Share information only when it benefits your own unit.)	

Do what will serve the needs of students rather than what 
will serve personal needs only.	

(Look busy and innovative when you’re not.)	
(Distrust colleagues.)	
(Do what will serve personal needs first and the needs of 
the students later.)	
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is actually 

* 

“Norm Gap” 

Negative Norms 



Mission 
and 
Vision 

Adult Norms 

Student Norms 

Values 
Beliefs and  
Assumptions 

Goals 
 
Desired 
Outcomes 



Mission 
and 
Vision 

Values 
Beliefs and  
Assumptions 

Goals 
 
 
 
 
 
 

Unintentional Norms = 
Different Outcomes than Planned 



Mission 
Vision 

 
 
 
 
 
 
 
 
 
 
 

Goals 
 
 
 
Desired Outcomes 
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A word on missions and visions… 

They can be tells… 
 
Our School mission is to provide students with a safe and supportive 
place to succeed. 
 
A Big District of  Schools (BDS) educates all students for success in 
higher education, careers, and responsible citizenship so that BDS 
is the first choice for families. 
 
 
What this tells us, is that this school struggles with…. 
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A word on missions and visions… 

They can be very hard to remember and then not really able to 
drive our work… 
 
Generic Elementary School seeks to create a challenging learning environment 
that encourages high expectations for success through development-
appropriate instruction that allows for individual differences and learning 
styles. Our school promotes a safe, orderly, caring, and supportive 
environment. Each student's self-esteem is fostered by positive relationships 
with students and staff. We strive to have our parents, teachers, and 
community members actively involved on our students' learning. 
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A word on missions and visions… 

They can be elegant and clearly drive our work: 
 
Highly Focused Example School ensures that students develop the 
academic skills, character, and intellectual habits necessary to 
succeed in college and the world beyond. 
 
Highly Strategic District ensures every school meets the need of  every 
student, such that all student are successful in graduating college, at 
minimum, on their path to the career of  their choosing. 
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What explains this??? 
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things around 
here. - Bower, (1966) 
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(Adapted from Shindler, 2009; Shindler, Jones, Williams, Taylor, & Cadenas, 2009)  Also, Transformative Classroom Management 
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Implementation Barrier 

    Ba
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Barrier 
Where we are Where we want to be 

Where we are Where we want to be 
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Implementation Gap 

Where we are Where we want to be 

Implementation 
Gap 

Barrier 

Initial 
Training 

Planned Follow 
Up Training 

Assessment = 
Low Results 

Barrier 
Barrier 

Barrier 

Assessment = 
Low Results 

Planned Follow 
Up Training 

Assessment = 
Low Results 
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Exploration 
and 
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Installation 

Initial 
Installation 

Full Impl. 

Innovation 

Stages of Implementation 
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Exploration 
and 

Adoption Installation 
Initial 

Installation Full Impl. Innovation 

Stages of Implementation 
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Exploration 
and 

Adoption Installation 
Initial 

Installation Full Impl. Innovation 

Stages of Implementation 

Sustainability Sustainability Sustainability Sustainability 
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Barriers 

Stages of Implementation 

Implementation 
Gap 

Where we are Where we want to be 

Barriers Barriers Barriers 

Exploration 
and 

Adoption 

Installation 

Initial 
Installation 

Full Impl. 

Innovation 
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Actual 
Benefits 

(Based on: Institute of Medicine, 2000; 2001; 2009; New Freedom Commission on Mental Health, 2003; National Commission on Excellence in 
Education,1983; Department of Health and Human Services, 1999) 

Poor  
Outcomes  

There is a Science to Implementation 

Poor  
Outcomes  

Poor  
Outcomes  

NOT  
Effective 

Implementation 
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© Fixsen & Blase, 2008 

Performance Assessment 

Coaching 

Training 

Selection 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership Drivers 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

Implementation Drivers 

How did you select the 
Program, Trainers and 
Coaches? 

What is the best sequence 
and andragogical 
framework for the needed 
training? 

Are teachers getting high 
quality, formative 
coaching after each 
training session? 
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Performance Assessment 

Coaching 

Training 

Selection 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership Drivers 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

Implementation Drivers 

What timely formative data do you have 
on the level of fidelity each staff member 
is implementing the core components? 

Systems 
Intervention 
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© Fixsen & Blase, 2008 

Performance Assessment 

Coaching 

Training 

Selection 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership Drivers 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

Implementation Drivers 

What system are you using 
to store and represent the 
formative performance 
data? 

Is the leadership team 
functioning to lead 
implementation and 
remove barriers for staff? 

Is the data used to be 
nimble and intervene or 
celebrate as needed? Systems 

Intervention 
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Performance Assessment 

Coaching 

Training 

Selection 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership Drivers 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

How will the leadership 
(team) get the technical 
problem solving training on 
how to facilitate 
implementation of the core 
components? 

How will the leadership 
team be adaptive when 
unique barriers arise such 
that creative solutions 
ensure the core 
components thrive? 

Systems 
Intervention 
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Performance Assessment 

Coaching 

Training 

Selection 

Systems 
Intervention 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

Implementation Drivers 



Shrinking the Implementation Gap 
Where we are 

Where we 
want to be 

Implementation 
Gap 

Barrier 

-  Select GREAT trainers, have practice in training, check for understanding 

in training. 

-  ALL practitioners get reflective coaching (select GREAT coaches) just 

after district and school level trainings. 

-  Have cycles of valid and timely formative student and teacher data 

(not just “fidelity data,” must point to core components being in place 

or not.). 

-  Use the data timely and intervene (and celebrate!!). 

-  Where new training and coaching happened because of the data 

pointing toward the need for interventions, intensify coaching, collect 

new data and decide on any new interventions that are needed. 



Shrinking the Implementation Gap 
Where we are 

Where we 
want to be 

Implementation 
Gap 

Barrier 

-  Is the professional development system you have in place (training and 

coaching) doing what your students need it to do? 

-  How can every teacher get high quality and timely reflective coaching 

throughout your school? 

-  How can you ensure there is timely formative student and teacher 

performance data to use for judging your level implementation success? 



Shrinking the Implementation Gap 
Where we are 

Where we 
want to be 

Implementation 
Gap 

Barrier 

-  Is your data valid in assessing progress on the core components or is it just 
quasi-useful data?  Leading vs. Lagging Indicator? 

-  Do your data collectors have inter-rater reliability?  (Technical Training) 



Drivers of Sustainability 

Building Capacity = Sustainable 

Being done for you = Temporary  
(or not a) Solution 



Drivers of Sustainability 

Programs, Things, Consultants, Time, Trainings = Temporary Solutions  



Builds Sustainability 

1.  Build Systems for Training that 

Interacts with Coaching 

2.  Embed Principles in Culture 

3.  Instill Habits and Norms 

4.  Full Implementation First 

(Fidelity) 

5.  Building Coaching Capacity 

6.  Knowledge Capture/

Documentation for New Staff 

On-boarding   

 

Temporary Solution 

1.  Buy, Install and Train on Programs 

and New Tools 

2.  Train Staff on Programs 

3.  Following Product Guides  

4.  Loose Implementation 

(Innovation early) 

5.  Outside Coaches Only 

6.  Train Staff Only During Installation 

Period 

Drivers in Action: Competency Drivers 



Builds Sustainability 

1.  Reciprocal Accountability 

2.  SMART Goals that can be 

incrementally evaluated   

3.  Collect Data on Program 

Implementation  

4.  Implementation Teams 

Review Implementation 

Data ~Bi-weekly 

5.  Instant Intervention/

Celebration   

Temporary Solution 

1.  Top Down Accountability 

2.  End of Year Testing Goals 

3.  Look at Long Term Data 

(MAP/WKCE/AP/ACT-SAT) 

 

4.  Principal or Admin Team Work 

from Assumptions/

Observations 

5.  Lethargy/Blindness/Ignoring 

Drivers in Action: Organizational Drivers 



Builds Sustainability 
1.  Technical 
2.  Adaptive   

Temporary Solution 
1.  Training is for teachers only 
2.  Rigid/Short-sighted/Unable 

Drivers in Action: Organizational Drivers 



Go catch some fish, sustainably 
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Mission: 
 
Vision: 
 

 
 
Core Beliefs/Values:  
Assumptions:   
 

 
 

Norms:   
 
 

 
 
 

 
School Goals:  

Actual Outcomes:  
 
 
 



? 



*Staff to Staff 
*Instruction 

*Student to Student 

*Student to Teacher 

*Student to Community 

*Child to Parent 

*Student to Self 

*Staff to Students 

*Staff to Parents 

*Staff to Building 

*Student to Building 

*Student to World 
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Part 2: Breakout Session 
 
School Culture Transformation: 
Moving from Implementation & 
Sustainability as Buzzwords to a Science 
 
 
 
Ian Guidera, Ed. D.,  WestEd   
DistrictsMovingUp and School Turnaround Center 
  
March 12, 2014 
Innovation and Implementation Conference 
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Implementation 
“w__ t__ r____ h__ t__ r___.”  
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No 
Awareness Denial Vague 

Awareness Preplanning Preparation Initiation Stabilization 

Stages of Readiness 

Edwards, Jumper-Thurman, Plested, Oetting, & Swanson (2000) 
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Gleicher Formula 

d  x  v  x  f   >   r 

dissatisfaction 

vision first steps 

resistance 
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Gleicher Formula 

d  x  v  x  f  x i  >   r 

dissatisfaction 

vision 

first steps 

resistance 

implementation 



WestEd.org 

© Fixsen & Blase, 2008 

Performance Assessment 

Coaching 

Training 

Selection 

Systems 
Intervention 

Facilitative 
Administration 

Decision Support 
Data System 

Reach School Goals 

Leadership 

Integrated & 
Compensatory 

Technical Adaptive 



Stages of Implementation: 
(2 to 4 Years, Non-Linear, Influence Each other) 

•  Exploration and Adoption 

•  Installation  

•  Initial Implementation  

•  Full Imp. 

•  Innovation 

•  Sustainability 

I m p l e m e n t a t i o n  S c i e n c e  

Fixsen and Blase, 2008 
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Jigsaw 

Count off by 7. 
1= Staff Selection        2=  Pre-service/In-service Training 
3=  Coaching and Consultation     4=  Performance Assessment 

5=  Data Systems        6=  Facilitative Administration 
7=  System Intervention 
 

1)  All silently read:  1 to 3 (Up to Innovation) (10 mins) 
2)  Based on your number above, Read the section on your driver and 

plan for teaching others what it is all about. 
3)  Speak as the expert on your Driver to the group. Each gets 2 mins 

max to teach (stay on topic). (14 mins) 
4)  After all seven present, discuss Stages of Implementation and 

Integrated and Compensatory (535). (4 mins) 
 



WestEd.org 

ImpleMap 

Drivers Actions/Tasks 
Selection 

Training (and Practice) 

Coaching 

Performance Assessment 

Decision Supporting Data System 

Facilitative Administration 

Systems Intervention 

Leadership 
Technical Adaptive 



Establish and enforce a non-negotiable list of inappropriate staff management methods, 
such as yelling not being tolerated, or allowing students to talk over a staff member or 
student speaker. 
 

Implementation 
Driver 

Actions 

Staff Selection 

Have the strongest facilitators in the school of adult learning form the 
Implementation Team (IT) of staff non-negotiables.  Select based on 
past ratings of staff as strong developers and are well trusted by staff 
and those who have proven skills in reflective coaching.  

Training 

The IT will lead the staff through listing out what staff have done in the 
past that should not be done any longer that allows the school culture 
to be anything but fulfilling of the [newly formed] mission (November). 
Facilitate staff agreement on the list and to remove them from 
practice.  They have staff create a list of suggest replacement 
behaviors (constructive norms: Instructional and student behavior 
management related). Based on data collected, conduct follow-up 
training for all staff and for small groups of struggling staff. 

Coaching  

Provide all teachers coaching at least twice in the first month.  Staff 
who admit to needing more help can request more coaching.  
Coaching should be based on a full observation and debrief.  If 
requested, a planning session can occur.  Conduct intervention 
coaching for those who are struggling and are not admitting to the 
need for support.  (Non-evaluative) 

Formative 
Performance 
Assessment 

Collect concrete data on how often the non-negotiables are seen from 
teachers, students, parents, and in observations bi-weekly using 
custom observation form created by IT.  Start with check list and 
anecdotal notes, evolve to a rubric observation form as created by IT 
in year 2. 

 



Establish and enforce a non-negotiable list of inappropriate staff management methods, 
such as yelling not being tolerated, or allowing students to talk over a staff member or 
student speaker. 
 

Implementation 
Driver 

Actions 

Facilitative 
Administration 

The IT will include teacher leaders and school leaders who will meet 
bi-weekly to plan PD/Coaching and to review data.  The team’s 
charter is to work to remove any and all barriers for teachers (and 
other staff) struggling to live up to the teacher created list of do and 
don’t behaviors. 

Decision Data 
Systems 

Use the formative walkthrough data collected bi-weekly to make 
decisions in the IT meetings about celebrations and/or interventions 
needed.  Take action immediately!   

Systems 
Interventions 

Use the bi-weekly formative data to enact interventions needed (and 
celebrations) to make sure the non-negotiables are adopted and have 
a positive impact on the staff and student culture. 
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© Fixsen & Blase, 2008 

Performance Assessment 

Coaching 

Training 

Selection 

Systems 
Intervention 

Facilitative 
Administration 

Decision Support 
Data System 

Leadership 

Integrated & 
Compensatory 

Adaptive                                                         Technical 

Implementation Drivers 



•  Use your final ImpleMap to plan out a new initiative being 
implemented at your school, or to re-plan implementing something you 
are already working on this year. 

•  Work with any school leadership team members present from your site. 

•  Be prepared to share out your work and what was illuminated for you. 

Work Time! 
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Reciprocal 
Accountability 

Simply stated, if I have an expectation of you, then I 
have an obligation to provide you with whatever you 
need to be successful in meeting that expectation.   

- Michael Fullan 



WestEd.org 

Feds 

State 

School Board 

Superintendent 

Principal 

Teachers 

Students 

Parents 

Tr
a

d
iti

o
n

a
l A

c
c

o
u

n
ta

b
ili

ty
 –

 O
n

e
 D

ire
c

tio
n

 One Way 
Accountability 



WestEd.org 

District 

Principal 

Teachers 

Students 

Parents 
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Reciprocal 
Accountability 
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Reciprocal Accountability  

Reciprocal 
Accountability 






